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LIMITED OFFICIAL USE GABORONE 1477 

LIMDIS 

FOR AA/AFR BUTCHER FROM AMBASSADOR 

E.O. 11652: N/A 
TAGS: EAID LT WZ BC 

SUB J : PROPOSED REALIGNMENT IN BLS COUNTRIES 
REF: STATE 124868 (NOTAL) 

1 . 1 CONCUR FULLY IN THE NECESSITY OF DECENTRALIZING MANAGE- 
MENT OF USAID PROGRAMS IN BLS COUNTRIES BY CREATING INDEPENDENT 
COUNTRY MISSIONS. THIS MOVE NOT ONLY TAKES INTO ACCOUNT 
DIFFICULTIES AND OPPORTUNITIES OUTLINED REFTEL PARA 2, IT 
RECOGNIZES DISPARITIES AMONG BLS COUNTRIES AND NEED TO BRING 
PROGRAM BENEFITS MORE DIRECTLY TO THE PEOPLE. TO ASSURE ORDERLY 
TRANSITION, I HOPE DEVOLUTION OF RESPONSIBILITIES CAN BEGIN 
WITHIN EXISTING FRAMEWORK BY INCREASINGLY DEFERRING ON 
PROGRAM MATTERS TO THE JUDGMENT OF COUNTRY OFFICERS AND 
MISSION OFFICIALS. 

2. AS REFLECTED IN RECENT MESSAGES FROM ALL THREE CAPITALS 
ON POLICY, MANAGEMENT AND PERSONNEL, THERE ARE CONSTRAINTS 
TO RAPID EXPANSION. THE LOGISTICAL CONCERNS (NOTED REFTEL 
LIMITED OFFICIAL USE 
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PARA 5.B) HAVE ALREADY DISCOURAGED ESTABLISHMENT OF SEVERAL 
PROPOSED USG ACTIVITIES IN THE THREE SMALL PROVINCIAL CAPITALS. 

IN ADDITION, THERE ARE OTHER BROAD CONSTRAINTS STEMMING FROM 
(A) POLITICAL/SECURITY CONSIDERATIONS, (B) TENSIONS WITH HOST 
COUNTRIES ON SPECIFIC ISSUES (E.G., REFUGEES, HUMAN RIGHTS), 

AND (C) CONCERN ABOUT DISPROPORTION BETWEEN SIZE OF USAID 
PRESENCE AND SIZE OF PROGRAM IN SWAZILAND. (AS A RESULT, 
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FOR EXAMPLE, WE WOULD EXPECT TO REVIEW POSSIBILITIES OF 
REPROGRAMMING SOME EXISTING OSARAC SLOTS, WHICH ARE PRINCIPALLY 
GEARED TO COUNTRY NEEDS, BEFORE ESTABLISHING NEW REGIONAL 
ONES.) 

3. DESPITE THESE CONSTRAINTS WE HAVE NOW REACHED A LEVEL OF 
31 US DIRECT HIRE AND 140 US CONTRACT EMPLOYEES IN THE THREE 
COUNTRIES, I.E., AVERAGING MORE THAN 10 USDH PER COUNTRY. 

THE BASIC CRITERIA APPLIED DURING THIS PROCESS RELATE TO 
PROGRAM REQUIREMENTS AND THE CLEAR MANDATE TO KEEP "PERSONNEL 
OF ALL AGENCIES. .AT MINIMUM NECESSARY TO ACHIEVE OUR OBJECTIVES" 
(PRESIDENT CARTER'S LETTER OF LAST OCTOBER 25). REQUESTS 
FOR STAFF INCREASES WOULD BE EVALUATED ON THE BASIS OF THESE 
CRITERIA, ESPECIALLY FIRM PROGRAM REQUIREMENTS, AND AFTER 
WEIGHING CONSTRAINTS TO ASSURE THAT WE WOULD NOT IMPAIR OVER- 
ALL RELATIONSHIPS OR ENDANGER OUR STATUS OR PRESENCE. 

ALBERTI 
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